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Abstract 
le 
others argued about its effectiveness in improving the performance of Higher Education Institutions (HEI). Moreover, others 
have gone further by emphasizing its role in the Public HEI (PHEI). However, none of those researchers has covered the 
conceptual framework for the implementation of the BSC in PHEI. This paper aims not only at proposing an adapted BSC to the 
Lebanese PHEI, but it also aims at suggesting a model that creates a framework for the overall organizational performance (OP) 
in Lebanese PHEI and, we think, in PHEIs in general. 
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Introduction 
 One of the major debates between management and strategic management researchers is currently the 
significant contextual differences between public and private sector. However, one controversy remains on the 
 practices and tools. The literature on the subject 
shows that there are many differences and constraints (legal, financial, managerial, etc.) in the application of these 
practices and how they are measured between the two sectors (Ring and Perry, 1985; Andreassen, 1994; Black et al., 
2001; Khandaghi & Pakmehr, 2012). These differences influence the process of decision making done by managers, 
which in turn influence their managerial behavior (Simon, 1957).  
Few are the researches that studied the Lebanese public sector and fewer are those who addressed the case of the 
Lebanese University (LU) - the only public university that has more than 62% of the students in Lebanon. 
Therefore, it is crucial to define our objectives and to study and analyze the substantial differences between the 
environments in which the public and private sectors operate; these differences make it difficult to transfer certain 
management practices, management control tools and performance measurement systems. 
It is very important to study the performance measurement (PM) system tools in both sectors, since one of the major 
objectives of PM is to deliver information for reliable decision-making procedure (Ukko J. et al., 2007). 
Unfortunately, religious and political interests that contradict with the interests of the LU often mar the process of 
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decision-making. Therefore, a PHEI must be, as far as possible from politics and closer to the market (Painter, 
1998). This proximity to the market thus requires specific management control tools in the Lebanese University. In 
our study, we will promote the role of the BSC as a tool for management control in the University Institute of 
Technology. 
Fortunately, several studies (Painter, 1998, Voss et al. 2004) showed that, despite the fundamental contextual 
differences between the public and the private sector, the same management models might be retained in both 
sectors, though their implementation or even their replication in public sector needs an intelligent adaptation. 
This theoretical approach urges us to believe that, the LU could implement a BSC that enhances its organizational 
performance. Therefore, by answering the ier for faculties 
to implement their own BSC and consequently to measure their organizational performance. 
1. Epistemological posture and methodology 
 Our epistemological posture epistemological anarchism (Feyerabend, 1983), 
 everything goes 
quantitativists and qualitativists.  
However, for the current study, our epistemological posture is in the continuity of the work of Levy-Tadjine (2006) 
and Cappelletti (2010). Indeed qualitative and quantitative methodologies can be combined and correspond to 
different steps of a research. Because of our everyday praxis, it was natural for us to use participant-observation and 
action research methodologies in the first phase of our study. In the second phase we conducted semi-structured 
interviews, a comprehensive and comparative methodology that helped us to understand what are the different 
situations in Lebanese HEI were and how actors viewed their praxis. In the third phase, the study of the results of 
these interviews allowed us to re-elaborate our own object of research in relation with all these actors and our 
knowledge of the literature on BSC as prescribed by constructivist methodology. 
From our conclusions, we contextualized and started to formalize the changes that had to be carried out in order to 
implement an adapted BSC in a Lebanese PHEI. That is how we abducted our TFTOP. To complete a research-
intervention as defined by Cappellet
the help of our TFTOP to end the contextualization process implied by this methodology and hope that future 
quantitative researches will complement the study.  Research-
contextualization of the changes. It seeks to effectively transform the organization in its structures and behaviors. 
Cappelletti(2010)The following illustration shows how the implementation procedure in compliance with the 










2.1 Data collection  
 Semi-structured interviews were held with various types of hierarchical positions. Managers discussed many 
topics during these interviews. They pointed to problems facing many aspects in their institution, mostly problems 
related to human resources, information systems, strategic planning 
conduct interviews during which 
 
 
Make adjustments if needed 
Suggesting a theoretical 
model 
Initiate the implementation 
procedure  
Follow the implementation 
procedure 
Benefit from long-term 
organizational performance 
Monitor preliminary results 
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managers and instructors took the liberty to address any issue they judged essential. Notes were taken during 
interviews and later these notes were summarized. The reason for this kind of treatment relies in the contribution of 
Cappelletti who has noted that management control is a discipline that combines on one hand technical-practical 
problems and on the other hand human and behavioural issues, which makes the discipline more complex. 
Moreover, these interviews had also another objective; they acted as an exploratory tool for this type of research, 
since there are few studies underlying the implementation of a BSC in HEI in the Lebanese context. 
 
Table 1: Semi-structured interviews (list of universities involved in the research) 
 
 
2. The Balanced Scorecard 
  What you measure is what you get  Kaplan and 
Norton article lays the cards on the table. Their first article has revolutionized the way of leading organizations. 
Without a doubt, Kaplan and Norton created a tool that, through specific indicators, evaluates the performance of an 
organizati The traditional financial performance measures worked well for the industrial era, but they are out of 
step with the skills and competencies companies are trying to master today
most papers studying the concept of the implementation of the BSC in organizations usually begins by criticizing 
the dependency of these organizations - in assessing their performance on financial indicators only, this fact urged 
us to consider complementing these studies. We are opposed to studies that solely suggest an adapted BSC for HEI 
moreover we are also opposed to studies that consider the implementation of an information system is the solution 
for the enhancement of OP in HEI. It is like serving dinner without placing spoons, forks and knives. In a PHEI the 
BSC will be considered as a strange management tool, therefore its implementation will definitely need the right 
spoons, forks and knives.  
The application of the BSC in the  PHEI is considered to be a complex procedure, because three types 
of researches should accompany it: Information Systems (IS), Human Resources (HR), strategic and psychological 
studies.  Since the implementation of a strategic management tool needs a better understanding of the acceptance of 
such tool by the human resources whether on the operational level HRs or on the senior level HRs (deans, head of 
departments). A new management control tool will face some sort of resistance. Therefore, the transposition of the 
Kaplan an
the adaptation of such tool in PHEI. However, the purpose of the BSC is to measure the performance of an 
organization based on indicators including financial ones. Yet, Kaplan and Norton do not intend to isolate the 
organizations from their dependency on financial indicators, but rather to complement these indicators by other 
qualitative performance indicators and thereby to increase the self-consciousness that the organization has of itself. 
If the organization was better informed of its operations, it will eventually have the capacity to act efficiently on 
Think of the BSC as the dials and 
 Managers   





Lebanese University- faculty of law and political science   1  1 
Lebanese university- University Institute of technology 1 4 1 5 11 
National Conservatory of Arts and Crafts-Institute of applied science 
and economics(CNAM-ISAE) 
 2 1  3 
Saint Joseph University   1 1 1 
Lebanese International University  1 1  2 
Total  1 7 5 6 18 
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indicators in an airplane cockpit. For the complex task of navigating and flying an airplane, pilots need detailed 
information about many aspects of the flight. They need information on fuel, air speed, altitude, bearing, 
destination, and other indicators that summarize the current and predicted environment. Reliance on one instrument 
can be fatal. Similarly, the complexity of managing an organization today requires that managers are able to view 
performance in several areas simultaneously  (Kaplan and Norton, 1992). Before we propose the BSC model for 
the UIT, it is highly important to note that the ongoing literature in this particular field is based mainly on the 
ucation is also based on contributions of 
many researchers in this domain. In other words the extent literature of the implementation of the BSC in HEI is 
mostly based on articles written by researchers who have implemented or intervened in the implementation of a 
BSC model in their own HEI (Karathanos, D. And Karathanos, P., 2005; Umashankar V., Dutta K, 2007). While the 
BSC is not a theory by itself as Kaplan and Norton reported in their articles, it only makes life easier for 
organizations. Now the scarcity of these studies in the context of Lebanese public sector justifies the purpose of our 
research. It is the era of intangible assets as many researchers agree. Therefore, in a public sector environment is 
described by many parties as inefficient or even corrupted, such studies must take place, for the question of 
performance measurement and management has become recently crucial to whatever type of organization.  
3. An adapted Balanced scorecard for Lebanese PHEI 
The BSC was created to ban the dependency of organizations in measuring their performance on financial 
performance indicators only. It focused on the fact that managers needed a balanced scorecards presentation of both 
financial and operational measures; therefore, they suggested four perspectives as the drivers of future overall 
organizational performance 
Customer perspective  how do customers see us? 
Internal perspective  what must we excel at? 
Innovation and learning perspective  can we continue to improve and create value? 
Financial perspective  how do we look to stakeholders? 
customers in a HEI are students, faculty staff, professors etc., while customers in the airplane industry are 
airports and private jets corporations. Even in the same type of organization, we can still find distinctive 
indicators, e.g. private HEI and public HEI. The first has a large set of financial indicators since one of their 
objectives is to have a healthy financial situation (mainly from tuitions fees), while public HEI has less financial 
indicators since the main source of financing is the government funds. Still, our objective is not to study these 
differences, rather than simply suggesting a method that can accelerate the implementation of the BSC in 
Lebanese PHEI after we propound our adapted BSC. This also imposes a critical question, how can we adapt a 
BSC for PHEI derived from a BSC model that was originally crea  
The following BSC is adapted and based on one hand on 
on the two models proposed by Karathanos, and Karathanos in 2005, and Umashankar and Dutta in 2007. 
Performance indicators have been changed in some cases to meet the UIT context.  Financial indicators were 
one of the major indicators that explain the best budget allocation and use of financial resources, since the UIT 
is not a for profit organization. Therefore, it is financially efficient when it best uses its resources. 
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Knowledge reinforcement Alumni satisfaction survey 
Hiring quality students Number of students hired 
Knowledge extension i.e. research, 
consultancy, training, continuing education 
related linkages 
Number of job offers per student, Average salaries offered 
3.1.1.4 Society 
Good citizenship Numbers of alumni in public service, community service, NGOs, Philanthropic 
record of alumni, faculty, and staff. 
3.1.2 Component 2: internal business perspective 
To achieve continuous improvement of 
services, facilities and resources service facilities for staff; 
To improve new product and service 
development 
Number of new products and services introduced i.e. new courses, syllabi, 
programs and curriculum changes; product development modification duration; 
period between changes in LU regulation texts  ; 
Quality assurance Student competency evaluation; 
Internship program Number of internships available, number of companies available, student 
evaluation; 
Objective Measure 
Highly valued program External rankings in press, percentage of enrolment out of applications; Students grades in basic entrance exam courses : math, physics and languages 
Flexible course scheduling Student evaluation of advising  
Quality instruction Student satisfaction survey; No. of Meetings concentration by head of departments before registration  
Effective student position after graduation 
Alumni evaluation, graduating student survey; Accreditation, recruiter evaluation, 
professional(basic skills, communication, technical and problem solving); exam-
passing rate to state function jobs; Percent of students with job offer at graduation; 
Number of companies recruiting on campus; average starting salaries; annual 
income of alumni. 
Parent satisfaction Number of complaints of bureaucracy; Student transportation complaints 
Growth opportunities Staff morale, development; Salary growth depending on the number of years, training, certificates; 
Learning opportunities 
Courses or educational programs completed; Knowledge and skill sharing across 
work functions and departments; Employee wellbeing; Faculty with doctorate; 
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Unique or specialized curriculum Number of departments in specialized area; Number of institutions offering the 
same program. 
3.1.3 Component three: innovation and learning perspective: faculty and staff, organizational effectiveness, 
social responsibility 
Faculty professional growth Number of faculty presentations at conferences; number of faculty 
presentations; number of seminars attended, travel budget for 
conference attendance, number of applicant for entry exam, number of 
; 
Staff motivation and development Percent of budget spent on staff development; staff satisfaction index in 
staff survey; number of cross-trained or multi-skilled staff, number of 
employees formed based on  the specification of their tasks; 
Incorporating technology into teaching 
Number of courses incorporating new 
technology 
Number of courses incorporating new technology, Number of 
specialized labs for each department; 
Innovation in teaching  Number of teaching workshops attended by faculty, number of teaching 
innovation projects; 
Curriculum innovation  Number of curriculum revisions in last five years; number of new 
courses offered in last five years; 
Organizational citizenship Academic 
excellence;  
No. of articles or studies related to the environment or a social cause, 
efficient use of energy. 
3.1.4. Component four: financial perspective 
A good Quality/ price combination Budget allocation to instruction;  
 Budget allocation to institutional support 
 Tuition fees comparison, Tuition revenue; 
wise budget allocation  Budget allocation studies , Budget allocation monitoring, Year-end 
budget variance, Expenditure allocated to personnel, Variance of budget 
allocated each year to the UIT; 
increase research, and incentives  Dollars awarded to scholarships, Instructor salary, Instructor benefits; 
to be market oriented 
 
 
Market share Vs. private universities. 
3.2 A BSC is not a tool to control employees 
 Kaplan and Norton in 1992 stated that the BSC is not a tool to control employees. On the contrary, such tools 
were used during the industrial era. In contrast, the BSC is a tool that requests employees to do whatever is 
necessary- following the regulations-
perspectives are destined to establish and achieve the vision of the institution, this concept, as emphasized by the 
two authors, can help executives take better decisions and enhance the process of problem solving. 
3.3 BSC and Marketing  
 The BSC allows an organization to be more market-oriented (Kaplan and Norton, 1993, 1996, 2004). Several 
studies emphasized for universities the importance being customer oriented and to adopt a marketing vision 
alongsid , even if it is a PHEIs (Kaplan and Haemlein, 2009; Hemsley-Brown and 
Oplatka, 2006). Ironically, the Lebanese university does not need a marketing strategy since it is the only PHEI in 
Lebanon. Consequently, tuition fees are negligible when compared with tuition fees at private universities. 
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Therefore, as long as the UL remains the only PHEI, it will continue to attract the majority of Lebanese students, 
nevertheless its high academic level. However, one of the advantages of BSC for the LU would be market-oriented 
on an international basis. Recently, the LU is increasing its cooperation with foreign universities, which will pushe 
the LU to be up to the expectations of these universities who publish annual BSC and are in continuous search for 
improvements in organizational performance. Thus, the existence of BSC in the various faculties of the LU is 
considered crucial. 
3.4 The BSC and intangible assets of the organization 
 
 Researchers in business science note that we are in the era of intangible assets that have become the main 
concern of researchers in management science. How important is the culture of the organization for employees to 
believe in its mission, vision and values ? In fact, it is difficult to measure intangible assets (employee skills, 
information systems, organizational culture). Such an asset, unlike the financial and physical assets, when measured, 
it is difficult to imitate by competitors, which leads to the fact that intangible assets are a source of competitive 
advantage.  
their tangible assets. Unlike financial and physical ones, intangible assets are hard for competitors to imitate, which 
make them a powerful source of sustainable competitive advantage.  (Kaplan and Norton, 2004).  
 
3.5 BSC and knowledge management 
 
 Knowledge management was pervasive in the reflections of Kaplan and Norton (Kaplan and Norton, 1992, 
1993, 1996, 2000, 2004) because they emphasized the importance of measuring intangible assets: knowledge 
sharing between members of the organization is one example, which requires also from the organization to share its 
vision with employees. The strategy map is a solution for this kind of issues. It is a one page that summarizes the 
employees, every one of them should align his e high 
organizational performance, the holy grail of every organization.  
4. The Tetra-Factors Triangle of the Organizational Performance (TFTOP)  in  a PHEI 
 We have suggested that the BSC is a tool for efficient management control to resolve the problems related to 
OP in the LU. However, we faced many problems during the research. There is literally no study of such kind in the 
Lebanese context. For that reason, we went to the ground by interviewing managers in private universities and in 
other faculties of the LU.   We also note that the only documents we have found are non-scientific studies, which in 
its best conditions diagnose the reality in the public sector, along with prescribing theoretical recommendations that 
do not actually tell us how to implement the BSC in PHEIs. 
Although studies emitting recommendations helped to understand the gaps in the LU, still these recommendations 
are not enough. Consequently, it is not enough to make a descriptive diagnosis and to add recommendations, it is 
still necessary to draw the framework that enables the implementation of the BSC. In other words, the question of 
 fundamental. 
We must go therefore, in the case of UIT-LU, beyond this phase by acting on the operational level. Therefore, we 
will introduce a model based on one hand on our observations inside the UIT as an employee and an instructor at the 
same time, our interviews in other HEI and on the other hand on our readings. We are not going to theorize; on the 
contrary, we are using the theories to operationalize our research. 
Initially, we only had one piece of the puzzle, the BSC, and then when we dived deeper into the relevant literature, 
we began to assemble the other pieces. Subsequently, we conceptualized a model that consists of four components: 
BSC, information system (IS), human resources (HR) and  authorities.  
We will begin by determining the constraints of the model. Then we will explain the four scenarios of failure and 
the case of absolute organizational performance.   
For the model to be applicable, it should be restrained by the following constraints: 
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1. This model is destined for PHEI; 
2. We assume that IS, and HR works properly; 
3. We assume that the regulatory texts in the LU will act as a catalyser for the implementation of the 
BSC; therefore, bureaucracy factors do not exist; 
4. Financial resources are provided upon request immediately; as a result, budgets should be 
allocated for the implementation process (e.g. buying ISs, recruiting qualified employees etc.) 
Figure 2: Tetra-Factors Triangle of Organizational Performance 
By applying this model, we achieve organizational performance in PHEI. The model depends on the Dean or 
-due to our observation and interviews- the importance of this factor 
in any case of change within the organization.  Paul Niven in 2008 placed great emphasis on the role of managers as 
a basis for implementing a BSC, when he said,  Would you sky dive without a parachute? Would you go for a mid-
winter skate on a lake without first knowing the depth of the ice? Would you agree to fly in a small airplane across 
However, many organizations will embark on the balanced Scorecard trail accompanied by the most risky behavior 
of all- no executive support 
balanced scorecard, this demonstration will be rapidly translated by all employees as a sign the implementation 
some organizations are extremely fortunate to enjoy executive 
sponsorship and have noted the tremendous benefit it confers  
To prevent any misuse of the model we have predicted four scenarios of partial or total failure (that is the absence of 
one or more factor of the TFTOP), but we cannot imagine more than a single scenario for ultimate success for 
implementing the BSC. The latter includes simultaneously the four components of the model. 
 
4.1 Failure scenarios of the model 
 
 The model consists of four main factors; when combined and used efficiently they will lead to OP. 
Subsequently OP is likely to diminish, as one or more of the four factors is missing or defective. We have chosen to 
name these different scenarios of failure as follow, Uni-factor scenario of failure, Bi-factors scenario of failure and 
Tri-factors scenario of failure. 
 
4.1.1 Uni-factor scenario of failure 
 This is a scenario where one of the factors of our model is missing.  E.g., the case where there is an absence 
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there is an absence of an IS with the existence of the other three factors, it will surely be difficult to have reliable 
required by the BSC. 
 
4.1.2 Bi-factors scenario of failure 
 This case is characterized by the absence of two factors. The organization is in fact in a critical situation. 
However, it appears to be efficient. E.g., when we are in the case of the absence of BSC and a HR department along 
department accompanied by a BSC or an IS for example can also mask the real performance of an organization.  
 
4.1.3 Tri-factors scenario of failure 
 The absence of three factors will cause a partial failure for the organization. One factor alone can hardly run. 
find that their attempts are not successful. It addresses many shortcomings, they seek to manage, but they find 
themselves unable to manage their organizations in an efficient manner.  
 
4.1.4 Tetra-factors scenario of failure  
 Finally, we call a complete failure in terms of performance, an organization that has none of the four factors. 
Nevertheless, it is important to note that when we judge an organization in a partial or total failure, we mean that it 
is a failure in terms of organizational performance.  Because we can find public organizations in Lebanon that do not 
possess these four factors, still, they open their doors to the public. 
 
4.1.5 Absolute performance 
 Obviously, in this case, there must be four factors. The natural interaction between the four factors will result 
an overall performance. Consider the following scenario, the Dean decides to implement a HR department that 
handles the management task for professors and employees, this department observes and uses all methods that 
facilitate this process. Then the Dean will support and monitor the process of implementation of an IS and a BSC. 
As mentioned earlier, the IS generates information that will be used by the performance indicators of the BSC. In 
the end, a "strategy map" is used to facilitate the transmission of strategy to all employees. The IS and the BSC will 
reduce the amount of non-productive work for heads of department and consequently for the dean. This means more 
time spent on improving the strategic, academic and administrative goals of the institution. This leads to a better 
result in terms of stakeholder satisfaction and overall organizational performance. 
 
4.2 Summary table of the four failure scenarios  
Table 2: Summary Table of the four failure scenarios 
Scenario Combination/configuration Description 
Uni-factor 
scenario of failure 
BSC+IS+HR Absence of an authority that operates the factors of strength 
BSC + IS + Dean authority Absence of an entity that manages the users of the factors of strength 
BSC+HR+ Dean authority Absence of an operational tool that generates relevant information 
HR+IS+ Dean authority Absence of a strategic tool encompassing the performance indicators used by the Dean 
Bi-factors scenario 
of failure 
BSC+IS A dispersed , non-centralized process of decision making 
BSC+HR A misuse of a Strategic management tool that uses irrelevant information which may be biased, accompanied by a misuse of the BSC 
BSC+ Dean authority  Unreliable decision making, based upon non reliable source of information 
IS+ Dean authority DATA accumulation, non-strategic decision making process   
IS+HR Absence of leadership with a  non-strategic, short-term decision making process 
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HR+ Dean authority Management based on personal judgments, thus  short-term decision making process 
Tri-factors 
scenario of failure 
IS Data no transformed into information 
BSC The relevant literature has denied the existence of such case. 
Dean authority Handicapped strategic management  
HR Handicapped operational management   
Tetra-factors 
scenario of failure Zero factor The organization is not efficient. 
 
5. Conclusion and managerial implication 
The Lebanese public sector suffers, as mentioned earlier, many fundamental issues (political, religious etc.) 
nevertheless the Lebanese PHEIs bear the same burden. Our main objective was to create a framework that enables 
PHEI to implement the BSC. Such to  
A participatory-observation methodology in a PHEI accompanied by semi-structured interviews was held with 
deans and managers in other faculties of the LU and three private universities, for exploratory purposes. Hence our 
Tetra-Factors Triangle of Organizational Performance.  
 
6. Managerial implications 
Deans in Lebanese HEI could begin the process of implementing a BSC in their organizations; 
They can monitor the implementation process using the three other element of the model (HR, ISs,  
authority) and they can avoid failure scenarios along with the implementation process. 
It is expected that organizational performance will be achieved when the four elements are combined together. 
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